An observational investigation of the formal and informal organizational structures of a school faculty and their effect upon the decision-making and communication process, 1976 by Daniels, Roosevelt (Author)
AN OBSERVATIONAL INVESTIGATION OF THE FORMAL AND INFORMAL
ORGANIZATIONAL STRUCTURES OF A SCHOOL FACULTY AND
THEIR EFFECT UPON THE DECISION-MAKING AND
COMMUNICATION PROCESS
A DISSERTATION
SUBMITTED TO THE FACULTY OF THE SCHOOL OF EDUCATION,
ATLANTA UNIVERSITY IN PARTIAL FULFILLMENT OF THE










LIST OF TABLES iii





Statement of the Problem ................ 4
Significance of the Study 4
Research Questions 5
Limitations of the Study 6
Organization of the Study 7




The Population Observed ........ . 25
Anthropological Field Method 27
The Role of the Observer 29
The Sample of Behavior (Data Collection) 30
Summary ..... 30
IV. FORMAL AND INFORMAL ORGANIZATION 32
Introduction 32
Formal Organization—Riverside High School 32
Board of Education 41
The Central Administrative Unit 43
The Parent-Teacher Associations 45
Staff Characteristics 46
Profile of Organizational Characteristics 46
Informal Organization 53
V. SUMMARY OF FINDINGS 70
Conclusions 70







1. Personal Characteristics—Riverside High School Staff 47
2. Profile of Organizational Characteristics 50
3. Interaction-Observation Instrument (Sample) .......... 52
4. Bell Schedule 53
5. Riverside High School Diploma Requirements 92
6. Riverside High School—Classroom Teachers 96
i i i
LIST OF ILLUSTRATIONS
1. Organizational Chart—Wilson County Schools 33
2. Riverside High School Organizational Chart 36
3. Floor Plan of Riverside High School:
A. First Floor 37
B. Second Floor 38
C. Third Floor 39
0. Fourth Floor kO
4. Informal Groups:
A. Lounge Group 57
6. Cafeteria Group 59
C. In-Their-Room Group 60
0. Boys' Gym Group 62
E. Girls' Gym Group 64
F. Science Group 66
G. Social Science Room Group 67
H. Language Group 69
iv







It is a sincere pleasure to express my gratitude to a most
understanding advisor, Dr. Barbara Jackson—who was most patient
during the completion of this dissertation while I completed a suc¬
cessful year at a most challenging school, Fernbank Elementary.
Dr. Robert Hatch's astute role and function relative to pro¬
cedures for graduation facilitated my final year in the Ford Project.
An inspiring and one of the most knowledgeable educators in the
field of Curriculum and Instruction, Dr. Charles Davis, motivated me
to develop expertise in the area of Instructional and Organizational
Alternatives for students.
My mother, Kathryn Daniels, and mother-in-law. Rose Douglas, have
been most helpful in understanding the frustrations that accompany a
task that requires a significant amount of strength and discipline.
The encouragement from Dr. Dwight Teel, former Acting Superin¬
tendent of the Milwaukee Public Schools, initiated the process of a
special "leave of absence" in order for me to make this July, 1976
become a reality.
vi
AN OBSERVATIONAL INVESTIGATION OF THE FORMAL AND INFORMAL
ORGANIZATIONAL STRUCTURES OF A SCHOOL FACULTY AND
THEIR EFFECT UPON THE DECISION-MAKING AND
COMMUNICATION PROCESS
A DISSERTATION ABSTRACT
SUBMITTED TO THE FACULTY OF THE SCHOOL OF EDUCATION,
ATLANTA UNIVERSITY IN PARTIAL FULFILLMENT OF THE








Purpose of the Study
This Observational Study was designed to identify the formal and
informal structures of a secondary school faculty and how these struc¬
tures affect the levels of communication and decisions made by adminis¬
trators and teachers.
The assumption, that in all schools a social system exists, became
the basis for this study.
Statement of the Problem
The writer attempted to identify the primary leaders and group
members of the various sub-groups in the social system at Riverside High
School and the degree to which their influence, behavior and attitude
toward the organization was constructive and/or destructive toward the
attainment of educational decisions.
Significance of the Study
This study should help administrators at any administrative level
understand and identify the forces that affect educational decisions and
outcomes.
This study will expand the limited amount of literature and actual
field studies done on formal and informal organizational structures.
Population
This study was conducted in a large high school located in an urban
school district. Fifty-five teachers were used in the assessment of the
social system of the faculty.
The researcher utilized a sociological-observational approach/field
method. Two data gathering instruments were used in this study.
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Research duestions/Conclusions
RQ.| Is there a definite relationship between the primary leaders of
the informal organization and how school related decisions are
made?
There was a definite relationship between the formal leaders of the
sub-groups at Riverside and their decision-making autonomy.
R(i2 Do lines of communication exist among members of the informal
group?
The Interaction Analysis Instrument revealed that certain teachers
talk to a given number of other teachers far more often than what might
be expected. In addition, the sub-group is very frequently a social
group outside of the school environment. These group members have iden¬
tical beliefs regarding the operation of the school.
RQ.- Is there an informal structure containing definite sub-divisions
at Riverside High School?
There were eight sub-groups that make up the social system at
Riverside.
RQ,£^ If the formal organization of Riverside High School does not respond
to the up-the-line communications in a wav satisfactory to those
who initiate such communications, will the informal system be used
in an attempt to obtain a satisfactory response?
It was almost routine that individuals, whose needs were not met
or who had a particular problem that could not be resolved through direct
communication with the formal organizational structure, utilized the
inter-workings of the informal groups.
R(lr What is the relationship of the individual to the informal group
^ to which he belongs as determined by an Observational Scale?
The Observational Instrument placed the teachers into four main
categories. The teachers were interviewed and were given recordings of
3
their responses. The sub-groups were formulated according to the beliefs,
attitudes and perceptions regarding the school climate.
R(l, What informal groups were observed in the social system at Riverside
High School?
The informal groups at Riverside as identified through observations,











Historically teachers have felt little power in dealing with edu¬
cational matters, particularly those outside the classroom setting.
Although permitted to make some educational decisions relative to pro¬
cesses within their classrooms, teachers have been aware that adminis¬
trators and school boards, often in a somewhat paternalistic fashion,
have frequently decided such matters as facilities use, class size,
salaries, criteria for hiring and firing staff, the minutiae for every¬
day housekeeping, and other general working conditions, etc., without
adequate or appropriate input from them.
Unfortunately, paternalism, however benevolent, has a way of rob¬
bing its recipients of varying degrees of individual commitments and
responsibility. Thus many teachers have responded to highly paternalis¬
tic administrators by taking less and less responsibility for decisions
which they have felt are simply "handed down from on top."
The social and behavioral science literature documents that teachers,
like other employee groups, tend to take greater responsibility for those
decisions in which they have participated.^ Not only can they identify
personally with the decisions, but, with some understanding of the process
^Ronald C. Doll, Leadership to Improve Schools (Worthington, Ohio:
Charles A. Jones Publishing Company, 1972), pp. 258-260.
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through which decisions have been reached, they are in a better position
to support actions needed to implement such decisions.
Participation is a broad term and involves individuals coming to¬
gether to communicate and arrive at solutions to problems.
In the school environment, communication is highly necessary in
order to accomplish the goal of educating students to their maximal po¬
tential .
This goal cannot be realized without teachers being involved in
communicating their opinions regarding decisions to be made that will
affect their effectiveness in the classroom.
There are a number of ways in which administrators solicit and
foster teacher participation in the decision-making process. Usually
through a formal board, committee, or team approach, teachers* concerns
are communicated.
What is not perhaps obvious in the school environment is the role
of primary groups or informal groups with regard to the communication
links and how decisions are attained.
Within each work group such as the faculty of a school or the total
personnel of a school system, there is both a formal and an informal organ¬
ization, Similarly, within voluntary groups such as teachers* organiza¬
tions and associations, both formal and informal organizations usually
exist. The formal organization, of course, is represented by an organi¬
zational chart which indicates the levels of authority, the channels of
communication, and the duties of persons occupying positions of various
levels in the administrative hierarchy. In a chart indicating the formal
organization of a school system, the school board is generally at the top
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because it is the final authority in developing and enforcing policy, in
the employment and dismissal of personnel, in the purchase of supplies,
in contracting for goods and the construction of facilities, etc. Below
the board is the superintendent who is an executive usually employed by
the board to administer the school system in accordance with the board's
policy. Below the superintendent may be several assistant superintend¬
ents, each responsible for some phase of the school system's operation,
such as instruction, personnel, or business affairs. Below these assis¬
tant superintendents will be any or all of the following positions in
the order listed: principals, vice-principals, department heads, and
teachers. Such a delineation of authority and responsibility implies
also the channels of communication between and among positions. For
example, a teacher in a large high school may communicate his complaints,
need for assistance and supplies, achievements, or dissatisfaction to the
head of his department, who, in turn and where necessary, may communicate
them to the appropriate vice-principal. From the vice-principal, they may
go up the hierarchy to the appropriate assistant superintendent, the
superintendent, and even the board.
Despite the necessity for formal organization with its hierarchy of
authority, its assignment of duties, and its establishment of specified
channels of communication, few groups actually function fully in accord¬
ance with the organization shown in a diagram or chart. This failure of
the organizational diagram or chart to provide an accurate picture of
relationships among members of the group is due to its failure and its
inability to indicate the personal relationships that develop among per¬
sons at various levels in the hierarchy.
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Statement of the Problem
It is usually thought that once an understanding is gained of the
formal organization of a school district, one will understand how things
really operate in that school system. This same assumption is made
about the local school's formal organization. In all schools, there is
some form of organizational-behavioral style of the principal. Usually,
a principal is characterized ass autocratic, democratic, or, docile.
The style of the adninistrator does not, however, eliminate or prevent
an informal organization from emerging in his building. While the
adninistrator is concerned about the formal organization of the school
system and his individual school, his knowledge of the informal organi¬
zation structure should help him identify and understand forces that can
be either destructive or constructive to communication and decision¬
making processes in his building. If the formal organizational chart
is well drawn originally and revised periodically, it can be of consider¬
able value. But really to understand what is happening in a school, to
understand how and why people behave the way they do, and to understand,
for instance, how input is generated in a staff, the writer attempts to
assess the various sub-groups having members who interact in a free
setting and who hold coirsnon sentiments or attitudes among which are
sentiments or attitudes concerning administrative decisions.
Significance of the Study
The writer was unable to identify a wealth of actual field studies
on informal organization. There have been in recent years additional
writings about informal organization, but descriptions of informal
organization of sufficient length to enable one to make a significant
5
number of comparisons have not been included in this study.
The findings in Scott's work allowed the researcher to become more
acquainted with the operations of the formal and informal organization,
2
"The Social System of a School Staff,"
According to Griffiths, "the lannaccone Study is probably the first
time such a comprehensive report has appeared in the literature of school
3administration."
Consequently, the researcher of this observational study anticipates
that the findings of this study will contribute to the limited amount of
literature of actual field studies done on the formal and informal organi¬
zation at the secondary school level; and subsequently will provide
school administrators with a framework which they can use in determining
the network or relationships, cliques, groups, pairs, etc., that can be
subversive or constructive to the organizational climate and decision¬
making process.
Research Questions
Is there a definite relationship between the primary
leaders of the informal organization and how school-
related decisions are made?
Do lines of communication exist among members of the
informal group?
Is there an informal structure containing definite
subdivisions at Riverside High School?
2
Richard W. Scott, "Field Work in a Formal Organization: Dilemmas
in the Role of Observer," Human Organizations 22 (June 1963): 162-168.
3
Daniel E. Griffiths et al., Organizing Schools for Effective
Education (Danville, Illinois: The Interstate Printers and Publishers,





RQ.^ If the formal organization of Riverside High School
does not respond to the up-the-line communications
in a way satisfactory to those who initiate such
communications, will the informal system be used in
an attempt to obtain a satisfactory response?
RQ.^ What is the relationship of the individual to the^ informal group to which he belongs as determined
by an observational instrument?
RQ,^ What informal groups were observed in the social
system at Riverside High School?
Limitations of the Study
Because of human errors, the researcher can make incorrect judg¬
ments from observations.
Another limitation of the observational technique is that of being
an influential stimulus. The observer must try to nullify this stimulus
by being unobtrusive. The staff members were not told that they were
being observed for obvious reasons.
The rationale for selecting Riverside High School is primarily
that research conducted in several studies indicates that small informal
groups are solidified over a period of several years. Despite such
things as summer vacations and turnover, four of the five basic groups
in lannaccone's study existed for more than two years preceding his study.
4
lannaccone spent one year as observer at the Whitman Elementary School.
After having communicated with the principals of several high
schools, it was revealed that over half of the staff members at these
Laurence lannaccone, "An Approach to the Informal Organization
of the School," Behavioral Science and Educational Administration. The
Sixty-third Yearbook of the National Society for the Study of Education,
Part II (Chicago, Illinois: The University of Chicago Press, 1958),
p. 198.
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schools have been there for three years or less. This would adversely
affect this type study as lannaccone indicates in the Whitman Study,
that in order to generalize about informal groups, the members of these
groups should have associated together for at least five years. The
average years of experience of Riverside teachers is five. Several staff
members have been at Riverside High for twenty-five years or more.
Another weakness of this investigation is, perhaps, the length of
time the researcher spent observing the staff. It is logical to believe
that after at least six months observing a staff, an observer's findings
might be acceptable. The writer was able to pinpoint the sub-groups or
informal groups at the end of six months at Riverside. The researcher
actually spent nine months observing the social system of the Riverside
staff.
Organization of the Study
Chapter one includes: the introduction and background of the study,
statement of the problem, significance of the study, research questions,
limitations of the study, organization of the study.
A review of the related literature is presented in chapter two.
This includes related literature pertaining to the organizational struc¬
tures of various groups and institutions. Research on decision-making,
group behavior and communication are included.
In chapter three, the methodology, the researcher has outlined the
population observed in the study, the techniques of the anthropological-
sociological study, the role of the observer, collection of the data as
it relates to the sample of behavior, length of observation and kinds
of observations.
8
Chapter four contains the formal organization, comprehensive data,
charts, and descriptive analysis of the social system of a secondary
school. The informal organizational structure of this school has been
graphed so as to give the reader a precise picture of how the inter¬
personal relationships affect decisions and communication patterns in
schools. An outstanding element of this chapter is the illustrations
of the various informal primary leaders of the many social groups and
their function, power, and influence with the decision-making structure.
Chapter five sets forth the conclusions, and implications as they
pertain to the findings, observational instrument and implications.
This chapter is divided into two major parts: (1) Summary of findings
and (2) Conclusions, implications and recommendations.
CHAPTER II
REVIEW OF RELATED LITERATURE
The making of many types of decisions is a major facet of the
dynamic life of a social system or of an organization. These decisions
are made primarily as the result of relationships and interactions among
participating individuals and groups.
Limitations and structures, on a formal (official) basis and on an
informal (unofficial) basis, are established in all organizations and
social systems. Some of these limitations are relatively permanent, but
many are constantly changing and producing states of disequilibrium.
Among the major variables which affect these changes and decisions are the
different power and influence possessed by various persons and groups.
The empirical research to be reported herein is based on the hypo¬
thesis that public elementary and secondary schools in this country are
social systems which possess the usual elements of formal organization;
which in turn contain an informal organization based on human relation¬
ships and interaction. Herein, the varying degrees of effective communi¬
cation utilized by participants can be exerted in numerous directions.
It may be exerted or maintained individually or collectively; it may be
applied to specific decisions or to general areas; it may be part of the




It is assumed that persons possessing influence have often been
identified with formal organizational positions. However, exceptions
are found in this study wherein persons with relatively lesser or no
formal position in the formal organization are participants in determin¬
ing the course of decisions.
To say the least, every group has its own communication structure,
a complex of: who talks to whom, where individuals sit in meetings,
who attends meetings together, how individuals allocate their time with
others, similarities of values of groups, informal leaders of groups.
By observing groups in action, the skillful administrator can
quickly chart a communication or interaction network which can be used
by the administrator to predict or predetermine the directions and stra¬
tegies that can be used, whenever necessary, when group decisions or
individual administrative decisions are to be made for the organization.
Some of the recent literature in the field of formal organization
has tended to deal with internal structure and processes: such problems
as line authority, staff organization, and the process of decision-making.
According to Halpin, "Organization is one of the many functions
of administration. If these functions can be imagined to occur sequen¬
tially, organization is the first step in the process of administration.
It is the design of operation, based on institutional purposes, through
which individuals can work together to achieve individual and institu¬
tional purposes. Since the functions of administration cannot be iso¬








Urwick has attempted to fix the definition of organization as a
specific administrative function thus;
. . .men distinguish quite clearly between building an auto¬
mobile and driving it. And they break down the process of
building it into design and manufacture. But when they deal
with social groups they are very apt to apply the term
"organization" indifferently to all the parallel processes.
Here it is used strictly on the first process only-designing
the machine.6
For the purpose of this study, the writer defines formal organiza¬
tion as; those definable characteristics of the structural design of a
school staff which can be clearly set down on paper.
The characteristics of formal organization have been succinctly
stated by Dale:
1. Organization is a planning process. It is concerned with
setting up, developing and maintaining a structure or pat¬
tern of working relationships of the people within an
enterprise.
2. Organization is the determination and assignment of duties
to people so as to obtain the advantages of fixing respon¬
sibility and specialization through subdivision of work.
3. Organization is a plan for integrating or coordinating
most effectively the activities of each part of the enter¬
prise so that proper relationships are established and
maintained among the different work units and so that the
total effort of all people in the enterprise will help
accomplish its objectives.
4. Organization is a means to an end.^
All of the above authors point out that within each school, work
groups or faculty of a school, there is a formal organization. The
formal organization, of course, is represented by an organizational chart
^Lyndal1 Urwick, The Elements of Administration (New York; Harper
and Brothers, 1943), p. 36.
^Earnest Dale, Planning and Developing the Company Organization
Structure (New York; American Management Association, 1955)» P» 14.
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which indicates the levels of authority, the channels of communication,
and the duties of persons occupying positions at various levels in the
administrative/school hierarchy.
Keith Davis defined informal organization in the following manner:
Informal organization is that network of personal and social
relations which is not established or required by formal organi¬
zation, It arises from the social interaction of people, which
means that it develops spontaneously as people associate with
each other.8
Philip Selznick indicated the difference between the formal and
informal organization of groups in the following statement;
An organization is a group of living human beings. The
formal or official design for living never completely
accounts for what the participants do. It is always sup¬
plemented by what is called the "informal structure," which
arises as the individual brings into play his personality,
his special problems and interests.9
Chester I. Barnard, whose volume is considered by many persons to
be a classic in the theory of formal and informal organization, declared
that the informal organization establishes certain attitudes, values,
understandings, communication practices, customs, habits, in a group
despite the fact that the group lacks the structure of formal organiza-
In the literature on organizational administration, the pertinence
of the social and behavioral sciences to administration has been very
strongly emphasized during the present decade (Charters and others.
g
Keith Davis, Drqanizational Behavior (Englewood Cliffs, New
Jersey; Prentice-Hall, Inc., 1965), p. 35.
Q
Philip Selznick, Leadership in Administration (Evanston, Illi¬
nois; Row, Peterson and Company, 1957), p. 8,
^^Chester I, Barnard, The Functions of the Executive (Cambridge,
Massachusetts; Harvard University Press, 1938).
13
11 12 Is
1965; Culbertson and Hencley, 1962; Downey and Enns, 1963;
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Goldhammer, 1950). The administrator must relate his organization
to society, and he must understand both individual and collective be¬
havior. Administration is a social process and takes place in a vortex
of social forces. Carrying on the process demands an understanding of
leadership, decision-making, bureaucracy, power structures, group pro¬
cesses, conflict resolution, change processes, and resource utilization
(Goldhammer, 1950).^^ The social and behavioral sciences deal with the
goal setting, maintenance, integration, and attainments of social sys¬
tems such as educational organizations. Charters and others (1965)^^
assessed the actual and potential contributions of various disciplines to
the advancement of educational administration. Cunningham (1963)^^ stated
five reasons why the social sciences should be incorporated into pre¬
paration programs for educational administrators, one of which is to
provide a systematic way of looking at the relationships of informal
W. Charters, Jr. et al.. Perspectives on Educational Adminis¬
tration and the Behavioral Sciences (Oregon: University.of Oregon, 1965)»
p. 120.
1 2
Jack A. Culbertson and Steven Hencley, New Perspective (Columbus,
Ohio: University Council for Educational Administration, 1962), pp. 151-
173.
1 3
Lawrence W. Downey and Frederick Enns, The Social Sciences and
Educational Administration (Edmonton, Canada: University of Alberta,
1963), p. 109.
14
Keith Goldhammer, "Managerial Decision-Making," The Journal of
Business Education 8 (1950): 22-48.
’^Ibid., p. 42.
W. Charters, Jr. et al.. Perspectives on Educational Adminis¬
tration and the Behavioral Sciences, p. 120.
^^Luvern L. Cunningham, "Continuing Professional Education of Ele¬
mentary Principals," The Elementary School Principal (June 1963): 40-46.
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leaders of groups and the interaction of human behavior. Sociology,
social psychology, anthropology, political science, and economics have
important contributions for the school administrator (Charters and others,
1965;^^ Downey and Enns, 1963).^^ They provide sensitizing concepts which
illuminate aspects of administrative phenomena which might otherwise be
overlooked.
20
Lew and Rudman (1963) emphasize that the problem of identifying
common and unique elements in the preparation of administrators is an
elusive one. Competence in the use of administrative processes such as
decision-making and communication is required in some degree of all
administrators in leadership.positions. Each should have an understanding
of social processes.
Amitai Etzoni purports that present day views of organizations
generally represent some kind of synthesis of two earlier-held concepts:
the formal organization and the informal organization. He claims that
when we think of organizations in terms of classical theory, we empha¬
size concepts such as authority, a clear-cut hierarchy with centralized
control, a definite division of functions and responsibilities, and
21
orderly channels of communication.
18
W. W, Charters, Jr. et al.. Perspectives on Educational Adminis¬
tration and the Behavioral Sciences, p. 120.
19
Lawrence W. Downey and Frederick Enns, The Social Sciences and
Educational Administration, p. 120.
20
Donald J. Lew and Herbert C. Rudman, Preparation Programs for
School Administrators: Common and Specialized Learning (Michigan:
Michigan State University, 1973)> P« 269.
21
Amitai Etzoni, Modern Organizations (Englewood Cliffs, New
Jersey: Prentice-Hall, Inc., 1964), p. 11.
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The human relations concepts of organization stem from four dis¬
coveries that are generally credited to Lyndall Urwick:
1. The "output" of a worker—hence, the output of the organi¬
zation—is determined more by his social capacity than his
physical capacity.
2. Money is only one motivation for working in an organization;
there are other, and perhaps more important, rewards that
the worker seeks.
3. Highly specialized division of labor is not the most likely
way of maximizing efficiency of an organization.
4. Individual workers react to the organization—its hierarchy,
its rules, and its reward system—not as individuals, but as
members of groups.
These discoveries, which emerged during a series of experiments
conducted between 1927 and 1932, are helpful in understanding human re-
22
lations. It is interesting to observe that their appearance was con¬
trary to what the researchers had expected to find. These discoveries
led to the human relations movement with its emphasis on group-ness.
The concept of "Fabric of roles" is discussed in the literature
of Robert S. Weiss and Eugene Jacobson:
A complex organization has two specific characteristics:
the formal structure of the organization and the informal
structure.
First, and most important, the complex organization has a
"fabric of roles" that comprises its formal structure. These
roles are occupied by the individuals who "behave" in accord¬
ance with established prescription for their roles. In such an
organization, the structure of roles remains constant even though
as more than the mere essence of a description of the organization,
because there is an informal group structure in every formal or¬
ganization. The organizational chart describes the formal organiza¬
tion but omits the informal organization. And the complex organi¬
zation is comprised of two or more informal organizations.23
22
Lyndall Urwick, The Elements of Administration, p. 36.
23Robert S. Weiss and Eugene Jacobson, "A Method for Analysis of
the Structure of Complex Organizations," American Sociological Review
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lannaccone gives a useful picture of the complexities of the
school's power structure which involves the legal power and authority of
the formal organization and the extralegal power of the informal organi-
24
zations. lannaccone’s study examined the relationships between the
staff and community parents-teachers-association group. His comprehen¬
sive study was conducted in the Jefferson School District which was
located in a suburban area of a large metropolis. It included four
elementary, one junior, and one senior high school. These were adminis¬
tered by six principals plus a central office staff headed by the superin¬
tendent of schools, who was responsible to the board of education. The
latter consisted of six members elected by and responsible to the com¬
munity. The formal organizational chart omitted the changing ebb and
flow of communication between the two opposite termini of the organiza¬
tion; the school building and the community. He examined the key pro¬
fessional and lay representative organizations involved, analyzed their
group sessions and the flow of communications between them. The Whitman
Elementary School provided one terminus for the flow. The community pro¬
vided the other. A description of the operations of the board, the
administration, the faculty and interested community organizations en¬
hances one's perception of the policy-making system of the Jefferson
Schools.
lannaccone found that the two faculty members at Whitman who held
five offices in the formal organization were the leaders of the two
informal groups which were most nearly in contact with the total staff.
20 No. 6 (December 1955)* 661-668.
24
Laurence lannaccone, "An Approach to the Informal Organization
of the School," p. 234.
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lannaccone revealed that when information on room assignments,
age, grade level and teaching area were examined; the dyadic chains and
small groups alike, revealed that relationships existed due to the teach¬
ing stations of the Whitman staff. Age was related to the small-group
pattern. In addition, the customary seating arrangement at faculty meetings
also exhibited the basic five groups of the faculty and testified to the
importance of attitudes toward certain groups. His observations predicted
the flow of communication and input before certain decisions were made.
A sociological orientation to human conduct takes account of the
past, present, and anticipated interaction between individuals in
accounting for their behavior.
According to Blau and Scott, a sociological perspective suggests
the importance of examining how individuals' interaction with each other
in one aspect of their relationship affects other aspects:
The type of informal relationship a superintendent has
with his school board may influence their formal one. In
the case of a principal's relationship with his teachers
the "social distance" existing between them may affect his
efforts to influence them. Similarly, the extent to which
an administrator involves his staff in his decision-making
may have a bearing on his professional leadership.25
The arts of communication are involved in the dynamics of human
relations as related to staff personnel management. Often the root of
personnel difficulties can be traced to faculty communication or to a
total lack of communication. In a study of teacher attitudes toward
the efforts of the secondary school principal, Blackman found that schools
with "high communication" indicated a much more favorable teacher atti-
25Peter Blau and Richard W. Scott, Formal Organization (San
Francisco, California: Chandler Publishing Company, 1962), p. 8.
18
tude than schools with "low communication."
Wynn's studies of interpersonal relationships in educational adminis
tration have indicated that the school leader must plan on spending about




Group standards refer to the norms a group sets up, the pressure it
uses to enforce these norms, and the concomitant problems of cohesiveness
and resistance to change. Academically speaking, psychology has as its
unit of analysis the individual, while sociology has as its unit the
group, whether it be composed of two people or of a whole society. Strict
ly speaking, then, this study is sociological. Without denying the im¬
portance of the individual, it can still be said, from the organizational
point of view, that a group is often more important, since a great deal
of organizational work is carried out either in formal groups or in
larger informal groups.
It has often been stated that a group is more than the sum of its
parts, implying it is something more than the individuals in it. Indeed,
mass hysteria and mob rule seem to substantiate this conclusion. A group
of three people, for example, can wield more power when acting collec¬
tively than when acting singly. On the other hand, there are, of course,
groups where this does not apply. However, where the group appears to
Charles Blackman and David H. Jenkins, "Antecedents and Effects
of Administrator Behavior," SCDS Series. No. 3 (Columbus, Ohio: The
Ohio State University), pp. 52-55*
27
Richard Wynn, "The Climate of Good School Staff," Educational
Outlook 27 (January 1953)s 63-67.
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have qualities beyond those of its individual members, norms and cohesive¬
ness are operating to their fullest extent. "Norms," says Homans, "are
an idea in the minds of the members of a group, an idea that can be put
28
in the form of a statement specifying what the members should do."
Hare calls them "rules of behavior which have been accepted as legitimate
29
by members of a group." Cohesiveness refers to the attractiveness a
group has for its members. Therefore, if there is high cohesiveness
and the norms are strong for pursuing a particular goal, it would be
expected that these two conditions would motivate the members to pursue
the goals more fervently than they would if acting alone.
Hare has said the "concern over norms and goals is the old problem
of the means and the ends, and there is no basis for organized inter¬
action in a group until some agreement is reached about each of these
30
kinds of expectations." This could be a definition of a group: more
than one person united by certain norms and working toward some agreed
upon goal. As a group becomes larger, norms become more essential, since
greater control is needed with larger numbers of people.
Norms can be described in terms of "mechanisms they involve (pres¬
sures, sanctions, felt obligations), immediate effects (behavioral uni¬
formity, shared frames of reference), consequences or functions (pro¬
visions of support for opinions, facilitation of group achievement)," say
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Thibaut and Kelley.
^“George C. Homans, The Human Group (New York: Harcourt, Brace
and World, Inc., 1950), p. 123.
^^Paul Hare, Handbook of Small Group Research (New York: Free
Press of Glencoe, Inc., 1962), p. 24.
3°Ibid.
Tl John A. Thibaut and Harold J. Kelley, The Social Psychology of
Groups (New York: John Wiley and Sons, Inc., 1959)* p« 126.
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A group often exerts pressures on its members to conform to Its
norms. Conformity pressures can serve (a) to help the group accomplish
its goals, (b) to help the group maintain itself as a group, and (c) to
32
help members develop validity or reality for their opinions." Exert¬
ing social pressure upon individuals keeps the norms constant and pre¬
serves the status quo. Compelling individual members to pursue group
goals, facilitated through group norms, ideally makes the task easier.
Asch was one of the first to study the effects of group pressure
on individual judgments. The task was to match the length of a line
(presented at a distance from the group) with one of three unequal lines
presented next to it. In one of his experiments with a group, one of
the members was the "subject" and the seven other members were accom¬
plices who were instructed to vote unanimously on an incorrect matching.
The subject was made to perceive that by random choice he was to express
his judgment last. When the seven accomplices before the subject chose
an incorrect matching, Asch found that in many instances the subject
agreed with the majority opinion even though it was obviously incorrect.
Not everyone was influenced in this matter and there were individual
differences.'^'^ Rosenberg used the same experiment and confirmed Asch's
result that in a group of two, the subject is not apt to conform. He
^ Alvin Zander, Group Dynamics (Evanston, Illinois: Row, Peterson
and Company, I960), p. I60.
E. Asch, Group Dynamics (Evanston, Illinois: Row, Peterson
and Company, i960), p. 326.
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also found the highest conformity when the majority consisted of three
people.Goldberg^^ performed a similar experiment by having groups
attempt to judge the intelligence of persons by their photographs. Be¬
fore the subject voted on his choice, he was informed of how the other
(accomplices) voted. As with Asch, he found the "knowledge of a group
norm by a subject results in the subject's conforming to (reducing his
disagreement) the group norm."^^ He did not find conformity to groups
of four to be different from the conformity to groups of two. This
does not agree with the previously mentioned studies of Asch and
Rosenberg. But in Goldberg's setup, the judgments were made not about
an unambiguous thing like length of lines but rather about a very am¬
biguous thing, intelligence gleaned from photographs. The situations
are different, thus it is not surprising there is no absolute agreement
on the "optional’' size of a majority group to produce conformity.
Milgram used four-man groups, composed of accomplices and two naive
subjects. One of the naive subjects was to learn a task and the other
naive subject was to administer a shock to him whenever he made a mistake.
The two accomplices and this naive subject were to choose a shock inten¬
sity to administer. His results indicate "subjects are induced by the
groups to inflict pain on another person at a level that goes well beyond
levels chosen in the absence of social pressure." Clearly, group pres-
34
Leon Rosenberg, "Group Size, Prior Experience, and Conformity,"
Journal of Abnormal and Social Psychology 63 (August 1961): 436-437-
35so lomon C. Goldberg, "Three Situational Determinants of Con¬




u •*. . 37sure can be quite strong.
There is evidence that if conformity is to occur it will occur
during the first part of the group's life. Goldberg^^ found conformity,
if it were to occur at all, developed "within the first few exposures to
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the group norm." Gerard's and Rotter's experiment lasted over a period
of four days. Only for the first two days did subjects yield to the
majority opinion. In both experiments the conformity was greatest during
the first half of the group's life. When the time to resolve a conflict
in opinion is relatively limited, "the subject displays an all but initial
effort to compromise. When this fails after repeated tries, he comes to
realize that the others will continue to disagree. The subject therefore
40
begins to revert to his initial private judgments."
Sheriff used boys at a summer camp as subjects in an experiment
and noted "the higher the status of the member whose performance is
judged, the greeted the tendency of the others to overestimate his per-
41
formancej" for low status persons there may even be underestimation.
Moeller confirms Sheriff's findings in a report on an unpublished study
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done with college and high school students. When the group consisted
•' Stanley Milgram, "Group Pressure and Action Against a Person,"
Journal of Abnormal and Social Psychology 69 (July 1964): 137-143.
38so lomon C. Goldberg, "Three Situational Determinants of Con¬
formity to Social Norms," pp. 325-329.
39'^•'Harold B. Gerard and George S. Rotter, "Time Perspective,
Consistency of Attitude, and Social Influence," Journal of Abnormal and
Social Psychology 62 (May I96I): 565-572.
^Olbid., p. 567.
^^Muzafer Sheriff, "Status in Experimentally Produced Groups,"
American Journal of Sociology 60 (July 1955)! 370-379.
£12
George Moeller, "A Motivational Factor in Conformity," Journal
of Abnormal and Social Psychology 55 (March 1957)! 114-120.
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of low status high school students, college student subjects not only did
not conform, but made judgments in the opposite direction, that is, they
underestimated the performances of the high school group. When a clearcut
leader is present in a group and conformity is studied "it is often diffi-
43cult to tell whether he is the most conforming or the most influential"
since he represents group opinion and can either influence it or be in¬
fluenced by it.
Closely related to the norms of a group is its cohesiveness. It
is generally defined as the attraction a group has for its members.
Gross and Martin, however, have objected to this definition as it "re¬
sults in an emphasis on individual perceptions and minimizes the impor-
45
tance of the relational bonds between and among group members." The
definition presented by Lott satisfied this objection; "cohesiveness is
defined as that group property which is inferred from the number and
46
strength of mutual positive attitudes among the members of a group."
Only when there is some cohesiveness do group norms take on any meaning,
for if the group holds no attraction for its members then informal rules
of behavior will probably not be followed, if they develop at all. Con¬
versely, "the more cohesive the group the greater the probability that
47members will develop uniform opinions and other behaviors." Because of
43
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Paul A. Hare, Handbook of Small Group Research, p. 4l.
Kurt W. Back, "Influence Through Social Communication," Journal
of Abnormal and Social Psychology 46 (1951)s 9-23.
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Neal Gross and William E. Martin, "On Group Cohesiveness,"
American Journal of Sociology 57 (1952): 546-554.
46
Bernice E. Lott, "Group Cohesiveness: A Learning Phenomenon,"
The Journal of Social Psychology 55 (1961): 275-286.
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Albert J. Lott and Bernice E. Lott, "Group Cohesiveness, Com-
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the uniformity present in high cohesive groups, Fiedler and Meuwese
argue, "cohesive groups probably do not require as much of the leader's
48
effort to maintain the group;" the leader can concentrate on goal
attainment rather than group maintenance.
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Two early experiments in cohesiveness were done by Festinger.
They explain the attractiveness of a group in terms of individuals'
desires for membership. "Individuals may want to belong to a group
because they like other members, because being a member of a group may
be attractive in itself or because the group may mediate goals which are
50
important to the members."
munication Level, and Conformity," Journal of Abnormal and Social Psy¬
chology 62 (1961): 408-412.
48
Fred Fiedler and W. A. Meuwese, "Leader's Contribution to
Task Performance in Cohesive and Uncohesive Groups," Journal of Ab¬
normal and Social Psychology 67 (January 1963)5 83-87.
4g
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This research investigation was designed to determine the relation¬
ships between the decision-making process and informal groups of a high
school faculty.
Anthropological field methods were initiated in identifying the
informal groups.
A profile of Organizational Characteristics was used as the instru¬
ment to assess the opinions of the members of the various sub-groups.
This data identified and categorized individuals into various sub-groups
which played various roles in the decision-making process.
A frequency distribution was analyzed and a variance scale was used
to determine the degree with which members of these groups were alike
and/or different in their opinions.
The Population Observed
The writer served as an assistant principal at Riverside High
School in the Wilson County School System. The name of the school is
fictitious as it is appropriate to eliminate the legal names of indi¬
viduals and places while engaged in an observational study.
Research has substantiated that when individuals are aware of the




and facts are misleading and consequently invalidate the study.
The faculty of Riverside High School is exceptionally large. There
are four grade divisions, (9-12), housed in a traditionally built facility.
The staff is relatively diverse in terms of age, has a majority of Cau¬
casian teachers, is two-thirds female and one-third male.
The student body is predominantly white and is located in a middle/
middle class community.
The parent body is active and demonstrates a high level of interest
in public education. Sports is an important part of the extra-curricular
program. Football is the top sport and plays a valuable role in terms
of teacher attitude toward the students and community.
Of the approximately 250 graduates each year at Riverside, over fifty
percent of them pursue college degrees.
Riverside is the oldest school in Wilson County. It was the first
permanent high school in the school system. Riverside was established
in 1868. In 1887, it was transferred to another location in the county,
and 1894 marked its first year as the pioneer high school.
The writer interviewed teachers in order to ascertain their opin¬
ions regarding communication and decision-making in the school.
The observer recorded this information on the Profile of Organi¬
zational Characteristics as he talked individually with teachers.
There was a congruency between the identified informal groups and
their attitudes toward the organization as indicated in Table 2, page 50.
Laurence lannaccone and Frank W. Lutz, Understanding Educational
Organizations: A Field Study Approach (Columbus, Ohio: Charles E.
Merrill Company, 1958), p. 116.
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Anthropological Field Method
Field techniques in education are not strikingly new. The school
survey and case study have been used for many years to investigate prob¬
lems in school districts. Cases that are centered on particular problems
have been used as teaching materials in educational administration. The
University Council of Educational Administration Case Series, now com¬
posed of more than forty cases, and casebooks such as the ones by Cyril
CO
G. Sargent and Eugene L. Belisle, and Jack Culbertson and Paul B.
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Jacobson, are examples. In addition. Harvard University's approach
to the training of educational administrators has centered on the case
method, a method adopted from the School of Business.
In his often quoted work on administrative theory, Daniel E.
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Griffiths calls for the use of observational methodology in education.
Stating that the observational approach has proved to be most useful
in the development of both the physical and social sciences, Griffiths
calls for a movement away from a purely experimental approach to educa¬
tional problems to an increased use of observational and descriptive
methods. He purports, "the observational method is a proved one and
educational administration is long overdue in its use."^^
5^Cyril G. Sargent and Eugene L. Belisle, Educational Administration
(Boston, Massachusetts: Houghton-Mifflin Company, 1955).
^^Jack Culbertson and Paul B. Jacobson, Administrative Relationships
(Englewood Cliffs, New Jersey: Prentice-Hall, Inc., I960).
^^Daniel E. Griffiths, Administrative Theory (New York: Appleton-
Century-Crofts, 1959), p. 35.
^^Ibid., p. 36.
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In a book written five years after Griffith's statement about the
need for descriptive work in education, Luvern L. Cunningham, when dis¬
cussing community power related to education, stated;
... I would make a very strong bid for more intensive
issue analyses conducted in case fashion. These should be
made of educational issues within school districts and
among school districts classified in some reasonably satis¬
factory way.
Only through intensive field work involving extensive
interviewing can the fabric of decision really be dis¬
cerned. 5°
Some descriptive work has been outlined by Cunningham that is
specifically related to the educational setting. Not all of these
studies were strictly limited to the social anthropological descriptive
method. All, however, used at least part of this methodology to de¬
scribe events that took place in the social setting of educational
systems. Cunningham deals with observing the formal and informal
systems of educational institutions as they pertain to power and
decision-making. The patterns of leaders are discussed as well as
school boards and their relationship to community power structure.
Cunningham identifies specific studies that describe the power system
57
of the community as related to educational decisions.
In 1911, a new building for Riverside was begun. By 1915» students
were enrolled and the name for the school became Riverside. In 1943,
a cafeteria, a gymnasium, a speech room and several other classrooms
were added.
5^Luvern L. Cunningham, Community Power (Danville, Illinois: Inter¬
state Printers and Publishers, Inc., 1964), pp. 49-50.
57ibid.
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The Role of the Observer
The writer spent a great deal of time observing the various groups
and their behaviors as they interacted each day. The observer was in a
face-to-face relationship with the observed, and by participating with
them in their natural life setting, data were gathered as delineated in
chapter four. In some cases, the observer was a participant in the
instructional program and at other times, the observer made observations
and recorded data when there was a convenient period in which the ob¬
served could not deduce what was occurring.
The writer used an Interaction Frequency Tally Instrument to record
the number of verbal and informal contacts that were made. This often
took place in the hallways, lounge, lunch-breaks, office areas, and
after school in other parts of the building.
After six months of continuous observations, the observer charted
the emerging informal groups.
The writer (observer) attended each teachers' council meeting. This
was the formal structure of the local school organization. The repre¬
sentatives on this committee were voted in by the teachers at the various
division levels. Each representative was verbal and extremely liberal
in expressing his/her views.
The observer recorded and tallied the level of interaction after
each session: Who talked to whom before and after the sessions. Who
made suggestions and gave the greatest to least amount of input in terms
of making decisions.
The observer recorded the seating arrangement at each faculty meet¬
ing, By the end of the fifth staff meeting, it was established that
certain individuals sat with other individuals.
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The Sample of Behavior (Data Collection)
The Profile of Organizational Characteristics, survey instrument,
was used to identify the congruency of teacher attitudes toward: Leader¬
ship processes, character of motivational forces, character of communi¬
cation process, character of interaction-influence process, and character
of decision-making process.
Summary
Field study techniques are not new to social sciences. They have
been used to study primitive cultures, small social groups, work groups,
student groups, etc. More recently, the need to use the technique in
studying educational matters has been recognized by some researchers.
Too often descriptions of educational settings have been limited to short
case studies which fail to provide a complete picture of the educational
process. It would appear that extensive work making use of field tech¬
niques, particularly in the area of power in educational systems, would
prove beneficial.
Three roles are open to field observers. These are: (1) the par¬
ticipant as an observer, (2) the observer as a participant, and (3) the
observer as a non-participant. The participant as an observer "owns"
a natural role in a society or culture. His observational role is hidden
from the society he is studying. The observer as a participant differs
in as much as he enters the society for the purpose of investigation and
is assigned a role through which he participates in the society at the
society's invitation. His observation is not hidden from the society
but he is expected to participate in some of the society's activities.
The role of the writer was that of a non-participant. The writer
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was physically and psychologically absent in the minds of the observed
although the writer conducted a survey to establish similarities in
attitudes toward the organizational climate.
There is nothing immoral about observing and recording data related
to human behavior. There were, of course, precautions taken when record¬
ing the data. Every effort was made to preserve the anonymity of the
places and persons observed. Morality dictates that the data should be
used to understand the world of interpersonal relationships in which man
struggles to survive. More specifically such studies of educational
organizations are essential to understanding and improving public edu¬
cation.
CHAPTER IV
FORMAL AND INFORMAL ORGANIZATION
Introduction
In order to understand the informal organizational structure at
the local school level, the writer investigated the hierarchical order
and chain of command of the Wilson County School System. The duties,
responsibilities and qualifications for these positions have been omit¬
ted. They are not relevant in this study.
Duties refer to the functions that an individual is required to
perform by the structure of the organization in order to maintain his
individual place in the organization.
Responsibilities represent the functions for which the individual
is accountable. Each position represents a level of authority in the
scalar chain of command.
The organizational chart does not depict the day-to-day operations
of the Wilson County Schools but reflects only its formal organization.
Formal Organization—Riverside High School
Riverside High School staff is quite diverse in terms of indi¬
viduals’ beliefs regarding the administrative staff’s role in the school.
Most of the teachers are positive toward the administration on the sur¬
face. They generally keep to themselves when entering the building in









the administrators. Most of them go to their informal meeting place.
At 8:10 a.m., all teachers are expected to have reported to their
homeroom class. The students, generally will clear the halls but often
the office area is congested with late arrivals.
Each teacher is responsible for the instruction of four classes
at the minimum. Some have five. All department chairmen have four except
for those who receive a supplement for their extra class-load.
The staff at Riverside is extremely verbal regarding their class
assignments. The master schedule is developed through the counseling
department and assistant principal. Each department chairman is given
an opportunity to make recommendations to the assistant principal (the
writer) suggesting individuals who will teach particular classes.
A diagram of the master schedule allows one to view the teaching
stations and released time for teachers. It is this chart that reveals
a part of the social system at Riverside.
Some teachers ask for specific planning periods so that they will
have an opportunity to visit with certain staff members.
Teachers are assigned to stations during the lunch periods so that
the halls and students are properly supervised. An analysis of these
stations revealed the level of communication that took place as the
principal gave certain teachers individual assignments.
The department chairmen are the key people at the formal-
communication level. Any new teacher is directed to the department chair¬
man for orientation purposes. The department chairman is primarily re¬
sponsible for conducting departmental meetings and monitoring all infor¬
mation from the central office instructional staff to his/her department
teachers.
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The evaluation of teachers is shared with the department chairmen.
The scheduling of department duties such ass book chairman, program
chairman, supplies and student information of department needs and con¬
cerns is usually delegated to the teachers on a departmental basis by
the department chairmen.
The decision-making process of Riverside is conducted through a
committee, (Teachers Council) that met bi-weekly. The department chair¬
men funneled agenda issues through the secretary who types these items
for discussion. The principal conducted these meetings and allowed
open communication to exist. Decisions that were to be made by the
principal unilaterally were not discussed at length. However, he was
influenced by comments that were made by certain individuals on this
committee. Mr. Dickson, the informal leader of the Boys' Gym Group, said
little but what was communicated usually carried much weight.
The formal structure of this cotranittee or board depicts that each
department chairman has equal power, influence, authority, and equal
opportunities to communicate his opinions.
This chart does not depict what, in reality, happens as these indi¬
viduals are influenced by their sub-group members and other leaders in the
school who in turn, are influenced by their sub-group members. The In¬
formal Organization, (see Illustration 2).
Illustration 3, the floor plan, outlines the room assignments and
the location of the various departments. The administration at Riverside
did not feel comfortable with having the department chairmen assign rooms
to teachers. The principal made these assignments. It was his strategy
to make changes in the assignment of several teachers because of their
influence in terms of the social system at Riverside.
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ILLUSTRATION 2
RIVERSIDE HIGH SCHOOL ORGANIZATIONAL CHART
GIRLS’YMROUP
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103 - Athletic Office
108 - Boys' Gym
113 - Audio-Visual Room
115A- School Accountant Office
121 - Girls' G>Tn
128 - New Gym
B - Boys' Room



















207 - Vocational Office
211 - Library
214 - Main Office
216 - Student Office
218-219 - Counselors' Suite
B - Boys' Room






- I l.abor.it ory
■ ' - i; tn'iiv'i l.''i'Uy
iT J a
B - Boys’ Room
G - Girls’ Roor.i
EL - Elevator
ILLUSTRATION 3-D





Mrs. English, a science teacher, is very effective in working with
students, parents and staff. She was reassigned in a classroom adjacent
to one of the below average teachers. The intent was to help the below
average teacher establish some form of communication with Mrs. English
so that, invariably, her strengths would be observed by the below average
teacher. In addition, Mrs. English needed more intrinsic reward as she
went beyond the call of duty planning for her classes. This reassignment
meant that, as everyone knew, Mrs. English was placed in the open-space
science room to help strengthen a weak teacher. This gave her status
in the building and augmented her support for the principal.
Other room assignments were made because of personality diffi¬
culties with regard to one department feeling superior over the other.
The science department complained of having out-of-field teachers in¬
struct overloaded classes that were divided because of class size policies.
In reality, the purpose for the placement of certain teachers in science
was due to the attitude the physical education teachers had regarding
not wishing to teach non-physical education courses. In addition, chang¬
ing room assignments affected the level and quantity of communication
among these individuals. There was little communication as a result of
these teachers being away from their informal groups. Before the change
in roan assignments, there was far too much teacher visitation taking
place during instructional time.
Board of Education
The Wilson County Board of Education is comprised of tax payers
(who are voted) county-wide. These elected officials represent a cross-
section of the county. Each member serves a four-year term in which
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elections are conducted every two years so that there are new members,
approximately four, each two years. There are nine board members on
the Wilson County School Board of Education.
The Board Chairman's position is rotated among the monbers each
two-year period. As in many policy-making groups, point of view, per¬
sonality, and sensitivity of the president to the group process has a
marked influence upon the character of the board meetings as well as
upon relationships among the members outside of official meetings. In
rotation procedure, each president serves an extended apprenticeship on
the board before becoming chairman. The practice of accepting leader¬
ship from the superintendent is well established.
It has been recognized by most administrators that the superin¬
tendent and the board chairman relate well as a team and there is little
friction between them. They have been seen communicating together out¬
side of board meetings.
The two monthly board meetings are opened to all residents and the
public. The general board meeting is one in which the public is allowed
to articulate its concerns. The official board meeting does not engage
in public discussion. The board has a published set of written policies
and procedures and seems clearly to recognize the difference between its
policy-making function and the administration's executive function. The
superintendent prepares a detailed tentative agenda for each meeting and
mails a copy to each board member.
The board holds its formal meetings in the auditorium at the cen¬
tral office building. The board holds executive sessions during the hour
preceding the regular board meeting. The public is not invited to this
session. The local newspaper reporter, and all the members of the pro-
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fessional staff who regularly attend board meetings are present. At
these preliminary meetings, the superintendent reviews with board members
selected items on the agenda which he thinks demands information and
discussion of a nature not appropriate for the subsequent open meeting.
The board is particularly aware of problems that are more than
likely to proliferate during the open meetings; consequently, after agree¬
ment is reached on a given subject between the superintendent and board
the problem is introduced to the open meeting in the same way as at the
committee meeting. When agreement cannot be ascertained, the superin¬
tendent usually introduces the problem at the formal meeting as one that
requires further study rather than immediate decision.
The writer attended four board meetings and took notes of the com¬
munication process at these meetings.
The seating arrangement was consistent at each meeting. There were
differences of opinion among the board members and very often two of the
board members disagreed on issues. The chairman was extremely effective
in handling the personalities of some of the more radical board members.
Whenever it was mentioned that an issue should be held in abeyance,
one of the out-spoken members would argue that a decision needed to be
made without going back into cotimittee. The board members sat in a cir¬
cular position.
The Central Administrative Unit
The source of most adninistrative decisions and actions is the
central office. The central office is charged with the primary respon¬
sibility for designing educational programs and transmitting the required
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directives to operational administrators and supervisors at the local
level to implement those programs.
The members of the administrative staff of the school system func¬
tion in at least three kinds of formal groupings which play some part
in the policy-making process within the school system. These are the
monthly meetings of all the central office staff, the monthly meetings
of the elementary and secondary principals, and the instructional meet¬
ings with the entire administrative staff at the central and local units.
The monthly principals' meetings are conducted at the central office
once per month. These meetings are held in the afternoon and usually
last until 4:30 or 5s00 p.m. There is always a written agenda which
covers a number of concerns from many departments in the school system.
The assistant superintendent is in charge of these meetings and outlines
the items to be discussed. The principals are extremely informal in
voicing their needs and concerns to their superiors. The staff indi¬
viduals, such as department heads, coordinators, and curriculum special¬
ists are included in these meetings.
The meetings with the instructional assistant superintendent are
designed to improve the instructional services for students. These meet¬
ings are held in a large group, initially, and later broken up into small
groups.
Professional Organizations
The Wilson County School System conducts its negotiation procedures
through the Wilson Teachers' Association (W.T.A.). There is no local
teachers' union that is recognized although there is a movement toward
the creation of a union.
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The W.T.A. takes a professional posture in terms of settling griev¬
ances of teachers. The major issues of the Wilson Teachers' Association
are that of wages and insurance benefits. The superintendent uses the
committee on professional practices to help formulate policy to recom¬
mend to the board on such matters as teacher tenure, teacher dismissal,
transfer policies, salary improvements, etc.
Each year, a representative from the W.T.A. is elected to the
calendar committee so that agreement can be made relative to teacher vaca¬
tion days and professional days. A professional day is granted during
the fall and spring of each school year for the professional staff to
attend the W.T.A. convention.
The Parent-Teacher Association
The parent-teacher associations in Wilson County are the channels
through which the general public becomes most closely related with edu¬
cational planning and policy-making. Compared with those in average
American school situations, Wilson PTA's are unusually active organiza¬
tions. Leadership positions in them carry high status in the community.
Both formally and informally, the PTA's wield a considerable impact on
the schools.
The writer observed at Riverside a common practice. The PTA Execu¬
tive Board formulates all PTA programs. This board consists of twelve
parents. Each parent serves on a standing committee and participates in
the fund-raising drives. There was a budget of $5,000 in the PTA opera¬




The Riverside staff primarily is composed of individuals who are
married. It is against board policies that couples work in the same
building. Some of the single teachers were previously married. The age
range is from twenty-seven to fifty-one. The staff represents a cross-
section of family backgrounds and birthplaces. Many of them have had
travel experiences in other countries and two teachers took their Foreign
Language class on a tour in Europe last summer. Over one-half of the
staff has a five-year teaching certificate. There are twenty-two men and
thirty-three women classroom teachers at Riverside. Table 1 gives the;
years of teaching experience, highest degree earned and other character¬
istics of the Riverside teachers.
Profile of Organizational Characteristics
This instrument was used to identify the various informal groups
according to their attitudes toward the organizational climate at River¬
side. The groups below as listed were assigned to the teachers in the
profile according to four main areas.
Mr. Therman has similar attitudes and beliefs regarding the operation
of the school as the other teachers in the Science Group (see page 49).
Each teacher responded to this instrument. The horizontal lines on
the Profile of Organizational Characteristics Table indicate that
these teachers are in one of the informal groups, listed below, (e.g..
Miss Dawson is in Group C. Her responses in the four categories are
the same as Mrs. Bass'). They belong to the In-Their-Room Group. All of
the teachers in C group and all of the other groups responded identically
according to the alphabet that has been assigned to them on the Profile
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TABLE 1
PERSONAL CHARACTERISTICS OF THE RIVERSIDE CLASSROOM TEACHERS







Davison F 28 Bachelor's 3 yrs. S
Stanley M 29 Master's 5 yrs. S
Bass F 46 Master's 15 yrs. M
Halpin F 27 Bachelor's 3 yrs. M
Whale M 29 Bachelor's 5 yrs. M
Taylor F 32 Master's 8 yrs. M
English F 40 Bachelor's 1 yr. M
Mays F 30 Master's 4 yrs. M
House F 31 Bachelor's 5 yrs. M
Watts M CM Master's 9 yrs. M
Brackett F 39 Bachelor's 4 yrs. M
Correl1 F 43 Master's 5 yrs. M
Dawson F 59 Bachelor's 34 yrs. S
Johnson F 56 Bachelor's 14 yrs. M
Lake F 30 Master's 3 yrs. M
Benson F 44 Master's 10 yrs. S
Cooley F 36 Master's 10 yrs. M
Green F 29 Bachelor's 6 yrs. M
Lewi s F 32 Master's 4 yrs. M
Bloom F 28 Bachelor's 4 yrs. S
Akins F 30 Master's 6 yrs. M
Lewi s M 29 Master's 1 yr. S
Innis M 31 Bachelor's 5 yrs. S
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TABLE 1 —Continued







Crown F 28 Master's 5 yrs. S
Lott F 50 Bachelor's 19 yrs. M
Wallace M 38 Master's 10 yrs. S
Williams F 37 Specialist 13 yrs. M
Therman M 42 Master's 15 yrs. S
Kingsley M 28 Bachelor's 3 yrs. M
Cobb M 29 Bachelor's 6 yrs. M
Ceci 1 M 37 Master's 12 yrs. M
Mason M 31 Master's 8 yrs. M
Ri ce M 36 Master's 6 yrs. S
Newson F 28 Bachelor's 3 yrs. M
Mi 1 ler M 57 Master's 21 yrs. M
Gray M 32 Specialist 8 yrs. M
Dickson M 48 Master's 30 yrs. M
Puckett M 42 Master's 10 yrs. M
Kyle M 48 Bachelor's 22 yrs. M
Oakish M 49 Master's 6 yrs. M
King F 46 Bachelor's 11 yrs. M
Valenski F 35 Bachelor's 7 yrs. M
Lamar M 37 Bachelor's 12 yrs. S
Edwards F 37 Bachelor's 14 yrs. S
Johnson F 26 Bachelor's 1 yr. S
Short F 38 Bachelor's 9 yrs. M
Hunt M 24 Bachelor's 1 yr. M
Nelson F 38 Bachelor's 12 yrs. M
Wi Ison F 45 Master's 14 yrs. M
OdLsn F 52 Bachelor's 16 yrs. M
Searcy M 34 Bachelor's 10 yrs. S
Hawkins F 30 Master's 6 yrs. M
Cotter F 49 Master's 14 yrs. M
Lowe M 27 Master's 3 yrs. S
Like F 29 Bachelor's 4 yrs. M
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of Organizational Characteristics, Table 2. This summary is listed on
the Profile of Organizational Characteristics, Table 2, page 50, The






D. Boys' Gym Group
E. Girls' Gym Group
F. Science Group
G. Social Science Room Group
H. Language Room Group
An Interaction-Observation Instrument was tallied on each teacher for a
minimum of two weeks (see Table 3» page 52). The observer tallied each
interaction incident and drew inferences from these contacts. This sam¬
ple scale indicates that;
Mr. Lamar and Mrs, Hawkins frequently talked each school day
when in attendance. According to the Profile of Organizational
Characteristics, the two of them hold common beliefs regarding the
communication and decision process in the school. Their frequency
results were identical. Mrs. Hawkins is the primary leader in her
social group and is a member of the teachers' council. The fact that
Mr. Lamar interacts with other staff members, particularly, Mr.
Dickson who is also a primary leader, Mr. Lamar's attitude influences
the decisions that are made through this council,
Mr. Lamar and Mr. Therman are members of the same informal group
but do not communicate often while in their informal setting, Mr.
Therman's interaction scale profiled him as a reserved individual
who remained in the Science Room most of the time and had very
little comments to make about what went on in the school. He and
Mr. Kyle would talk occasionally. Neither of them influenced
decisions that were made by the teachers' council members (see
Illustration 4-F, page 66).
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Wi th: Date Arrival
In Lounge or








Hawkins 10/4 X X X X X
Dickson 10/4 X
Hawkins 10/5 X X
Dickson 10/6 X
Cobb 10/6 X X
Hawkins 10/7 X X X
Hawkins 11/12 X X X
Therman 11/13 X
English 11/14 X X
Dickson 11/15 X
Hawkins 11/15 X X X
Hawkins 3/2 X X
Hawkins 3/4 X X X
Akins 3/5 X
Dickson 3/5 X
English 3/6 X X
Kyle 3/7 X
Hawkins V7 X X X
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TABLE 4
RIVERSIDE HIGH SCHOOL BELL SCHEDULE
Warning Bell 8:10 a.m.
First Period 8:15 a.m. - 9:10 a.m.
Class Change 9:10 - 9:15 3*in»
Homeroom 9:15 d*ni* - 9:25 a.m.
Class Change 9:25 a.m. - 9:30 3*nfi*
Second Period 9:30 a.m. - 10:25 a.m.
Class Change 10:25 a.m. - 10:30 a.m.
Third Period 10:30 a.m. - 11:25 a.m.
Class Change 11:25 a.m. - 11:30 a.m.
Fourth Period 11:30 a.m. - 1:15 p.m.
(Lunch Period)
Class Change 1:15 p.m. - 1:20 p.m.
Fifth Period 1:20 p.m. - 2:15 p.m.
Class Change 2:15 p.m. - 2:20 p.m.
Sixth Period 2:20 p.m. - 3:15 p.m.
Informal Organization
While the bureaucracy of the school is, of course, formally
organized to a marked degree, its informal arrangements are not quite
as visible. There are norms, groupings and sanctioned systems of pro¬
cedure, just as for the formal school organization. These informal ways
of behaving are not codified in any book of rules, but they are under¬
stood and accepted by those to whom they apply. "They are generated and
maintained with a degree of spontaniety always lacking in the activities
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rO
which make up the formal structure." Although not officially recog¬
nized and approved, they are clearly and semi-permanent1y established
within the school organization. These norms . . are just as real and
just as compelling on the membership as the elements of the official
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structure."
The researcher will describe the characteristics and similar atti¬
tudes that created the informal groups at Riverside on the following pages.
The primary leader will be identified in the square shape while the other
group members will be identified in the circular shape.
The communication links are directed to the individuals who inter¬
acted more often with each other. They all are a part of the sub¬
group listed at the heading of the pages to follow.
The Lounge Group (Illustration 4A) has no primary leader (the most
influential person in the sub-group) as these teachers move freely in and
out of the lounge. They very seldom remain in their room. When planning
for their class, grading their papers, reading professional material, etc.,
you will find them in the lounge.
They all, however, hold similar attitudes as far as the administra¬
tion is concerned. They believe that communication is directed and deci¬
sions are generally reached by the principal. They feel that they are
left out of most decisions. They are not fond of the principal as they
feel that he is too independent. They all attend the sports activities
and are strong supporters of the football team.
rg




Their classroom methodology is similar. I observed that most of
them are highly ski 11-oriented. They do all of the talking. There is
little student interaction in the learning process.
The Profile of Organizational Characteristics Scale has been divided
into four main categories. In each of these categories, sub-items have
been identified. It is at this point that each teacher responded to
his attitude, opinion, and belief toward the communication and decision¬
making process at Riverside High School. The Lounge Group, as indicated
in the sample below, feels that the principal engages in downward com¬
munication. He does not allow communication to be fostered at all levels;
they feel that the administrators give subordinates only the information
superiors feel they need; etc. They gave the same rating on these items
on the Profile Scale:
( ) - response on scale
A -- Direction of Information Flow (1 )
B -- Sharing of Information by
Administrators (2)
C -- Direction of Communication Flow (2)
D -- Superior Understands Problem (3)
E -- Amount of Staff Interaction (4)
F -- Amount of Cooperative Teamwork (3)
G -- Level of Decisions Made (1)
H -- Subordinates Involved in Decisions (3)
The arrows in the diagram show the communication relationship among
and between the teachers who make up this sub-group. The decision-makers
can be identified by observing the number of times individual teachers
communicate with one or more individuals. This same deduction or infer¬
ence can be made as one observes the other sub-groups. Mrs. Halpin. Mays,
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Valenski, Akins, and Lake play cards on weekends. They belong to the same
tennis club. They have strong opinions as to how the school "ought to
be run." Their opinions, input, and concerns are usually verbalized
on the teachers' council by Mrs. Hawkins who is a member of another sub¬
group. She also participates in the after-school activities, but prefers
to stay out of the lounge.
Cafeteria Group
These teachers are among the younger teachers in the building.
They lead a heavy social life outside of the building. Mr. Whale is
basically a family man and while he has similar interests, he is very often
conventional in his views toward social freedom. Because these teachers'
rooms are located closely together, they very often see each other during
the school day. Davison and Johnson are very good friends. They have
a positive attitude toward the students but not of the administration.
Innis and Whale are mixed in their opinions of the administration.
Mr. Whale has a distant personality and sometimes has caused others
to feel uncomfortable around him. He believes in strict discipline and
is not tolerant of students' behavior. This group emerged out of the
fact of proximity of rooms and their interest in discussing out-of-school
issues. They do not relate well to other staff members in general.
Cafeteria's Group Responses on Scale
A — Direction of Information Flow (2)
B — Sharing of Information by Administrators (3)
C — Direction of Communication Flow (3)
D — Superior Understands Problems (3)
E — Amount of Staff Interaction (2)
ILLUSTRATION 4-A
A. Lounge Group





Lake 5. Wallace 9. Mays
Cooley 6. Williams 10. Cobb
Green 7. Taylor 11. Gray









F -- Amount of Cooperative Teamwork (2)
G — Level of Decisions Made (2)
H — Subordinates Involved in Decisions (3)
In«Their-Room Group
The teachers of this group do not belong to an informal group in the
social system at Riverside. They are basically isolated and prefer to
remain in their room at the beginning and during school hours. They are
known by other teachers as the non-vocal teachers. For the most part,
they participate very little in what is going on around the building.
They are all married and find no time for socializing at the after-school
parties. Mrs. Brackett and Mrs. Cotter are near the same in age and have
large families. They teach the same subject area and share materials,
often. Mr. Puckett is not involved with the staff but is very fond of
the administration. He had indicated that he would like to become an
administrator in the building. This group is primarily comprised of
English teachers.
Their responses on the Profile of Organizational Characteristics
varied.
Bovs' Gym Group
Mr. Dickson, as pictured, is the informal leader of this sub-group
in the social system. He is a very strong, domineering, and assertive
individual. He is an experienced teacher and has a powerful amount of
influence on the staff. He does not contribute much in a formal setting
but because of his skills in managing others, his demands are usually
met.
One major conflict in this group is the identical personality of
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ILLUSTRATION k-B











4. Bass 7» Dawson
5. House 8. Wilson
6. Brackett 9* Cotter
61
of Mr. Rice and Mr. Dickson. While Mr. Rice does not have much status
in his group, he is very effective with students. He is very professional
regarding his work. Miss Edwards and Mr. Dickson are good friends. They
are obsessed with football. Miss Edwards is also a part of another sub¬
group but is very often seen with the manbers of the Boys* Gym Group.
Mr. Watts, a fifth-year instructor, is very communicative and is
traditional in his views on school policies. He disagrees with the ad¬
ministration openly and would like to see stronger disciplinary policies
enforced in the school. He would love to become the chairman of the
department.
Mr. Dickson, Miss Edwards and Mrs. Hawkins, three informal leaders
are in close contact with the internal workings of the school and their
groups. They are members of the teachers' council. Miss Nelson substi¬
tutes for Mr. Dickson.
Responses on Profile Scale
A - Direction of Information Flow (1)
B - Sharing of Information by Ad¬
ministrators (2)
C - Direction of Connmunication Flow (2)
D - Superior Understands Problems (4)
E - Amount of Staff Interaction (4)
F - Amount of Cooperative Teamwork (4)
G - Level of Decisions Made (1)
H - Subordinates Involved in
Decisions (3)
Girls' Gym Group
Miss Edwards is the primary leader of the Girls' Gym Group. She is
a tremendous coach and has done a remarkable job in all sports activities.
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ILLUSTRATION Ij-D










She manages the work assignments of the other coaches. Mrs. Hawkins and
Miss Crown are members of a secondary group; their informal groups do not
resent the fact that they are informal members of two groups.
Mrs. Nelson has put in for a transfer because she doesn't fit too
well with the other members. Her position keeps her closely associated
with this group. She is basically a non-involved individual in her
group. She feels responsible to the head coach and does little communi¬
cating with other group members as to the operations of the school.
Science Group
The Science Group is composed of a group of teachers who are well
experienced. They feel that their department is not as organized as they
must accept out-of-field teachers who have a minor in Science to teach
an elective because there weren't enough students who were interested in
signing up in their major field.
Mrs. Hawkins, the informal leader of the Science Group, is one of
the most verbose individuals on the staff. She likes to know what's
going on in the building and generally spends her time with all of the
other informal leaders in the school. Because of her strong personality,
she alienated many of the In-Their-Room Teachers and the Social Science
informal group members.
Mr. Therman is one of the low-key, non-verbal teachers, and gen¬
erally is a follower. He and Mrs. English teach next to each other but
have different subject areas. For this reason, they are not very communi¬
cative. They hold similar beliefs, however, regarding the communication




Mr. Kyle is a member of the Science Group but teaches math. He
meets with this group during his lunch period. This offers him an
opportunity to find out what is going on in the building. Because of
his non-verbal disposition, he does not represent his department well
on the Teachers' Council. He was unable to hold status with the math
teachers. As a result, his department members joined the Lounge Group
in most of the informal sessions.
Mr. Lamar and Mrs. Hawkins do the majority of the communicating
in this group. They are at all school functions and are very popular
with the students.
Social Science Room Group
The pro-administration group in the school is composed mainly of
social science teachers. This is a mixture of younger and older teachers.
They are all married and are extremely loyal to each other. They believe
that the school is being run efficiently. They participate in extra¬
curricular programs and have supported the school at all community
functions.
Mr. Searcy is very out-going and relates well to his fellow depart¬
ment members. He is on the Teachers' Council and represents the needs
of his group extremely convincingly. These teachers do not come in con¬
tact with most of the other staff members. Mr. Kingsley is the only
member that interacts regularly with the Boys' Gym Group.
Language Group
An analysis of the second floor with regard to room assignments



















within several feet from each other. Mrs. Correll, the primary leader,
has the open-space room with all of the language materials. These ma¬
terials are shared by other language teachers. Mrs. Short and Mrs. Lewis
are located next door. They talk frequently together and engage in some
team teaching. Mrs. Newsom is particularly fond of Mrs. Short. She
interacts with Mrs. Correll and Mrs. Lewis but not as often as with Mrs.
Short.
Mrs. Correll, the primary leader, is a member of the Teachers'
Council. She is articulate and believes that the English Department has
the best academic program for all students. She is extremely subjective
and feels that the English Department should receive top priority when¬











The Organizational Profile and Interaction Data Instrument revealed
the following information regarding the communication flow, decision¬
making and how these are affected by the informal groups that are a part
of the school environment.
Within a school system the various member schools and their repre¬
sentatives interact with a hierarchy of managers and administrative super¬
visors, In addition, within each school there are complex organizational
and interpersonal relationships that can be observed through an analysis
of the social system of the institution.
While it may appear that organizational decisions are made according
to the organizational chart of a school, in reality, many of the important
and potent decisions are made through an unidentified informal structure.
Informal groups arise and persist because they satisfy wants of
their members. They may be more unstable and far less permanent than the
formal organization. Nevertheless, they are potentially capable of ex¬
erting tremendous influence on the operation, communication, and decision¬
making of the organization in which they evolve.
Conclusions
RQ,1 Is there a definite relationship between the primary leaders
of the informal organization and how decisions are made?
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There was a definite relationship between the formal leaders of
the sub-groups at Riverside and their decision-making autonomy.
An examination of the sub-groups and the personal data concerning
membership of each indicate the importance of who had released-time
during the day. It was here that many of these groups were formulated.
The formal leader was usually one who had been on the staff at least
five years and who had popularity with students according to the attitudes
of the students. They purposely interact with other teachers above that
of the average teacher and were in most cases, the teacher representative
on the teachers' council.
RQ.2 Do lines of communication exist among members of the primary group?
The Interaction Analysis Instrument revealed that certain teachers
talk to a given number of other teachers far more often than what might
be expected. In addition, the sub-group is very frequently a social
group outside of the school environment. These group members have iden¬
tical beliefs regarding the operation of the school. The Boys' Gym Group,
for example discussed the budget for the athletic program with the prin¬
cipal, The principal's attitude was somewhat different from that of the
primary leader of this group. Because the principal refused to consider
the primary leader's recommendation, the other group members began dis¬
cussing the matter further with each other and the problem eventually
reached the primary leaders of other groups. Although the principal's
decision was not altered, he became more aware of the dynamics of the
other members of this sub-group. It was subsequently easier for him
(the principal) to design strategy when communicating with the Gym Group,
(see Illustration 4-D)
RQ^ Is there an informal structure containing definite sub-divisions
at Riverside High School?
There were eight sub-groups that make up the social system at
Riverside, The observational scales, interviews, discussions and latent
observations identified these groups. There was congruency in the atti¬
tudes of the members of these groups. The Social Science Group was very
loyal to the administration. They were supportive and it was revealed
through the analysis of the observational scale that there was con¬
gruency with regard to goals of the institution and their own personal
goals being met.
While some individual group members interacted with other non-group
members, there was greater interaction with members of the same groups
than with other sub-groups. Depending upon the issue, the primary
leader of his group reflected the philosophy, attitude, and beliefs
of his group members.
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If the formal organization of Riverside High School does not
respond to the up-the-line communications in a way satisfactory
to those who initiate such communications, will the informal
system be used In an attempt to obtain a satisfactory response?
It was almost routine that individuals whose needs were not met
or who had a particular problem that could not be resolved through direct
communication with the formal organizational structure, utilized the
inter-workings of the informal group. Some teachers were not assertive
in this regard and consequently did not verbalize their concerns to other
sub-group members. Other teachers went directly to the informal leaders
for support and in some cases, their needs were satisfied through the
influence of the primary or informal leaders. This happened usually
through the decision-making function of the teachers' council.
The systems of behavior and relationships in the informal organi¬
zation complement, supplement, and modify the system of behavior pre¬
scribed by the formal organization. This occurred as some of the teachers
of the Language Room Group recommended a change in their representative
at the end of the school year because she was not effective in repre¬
senting them. She lost her status as a result of not observing the
sanctions of this group.
RQ.^ What is the relationship of the individual to the informal group
to which he belongs as determined by an Observational Instrument?
The Observational Scale placed the teachers into four main cate¬
gories. The teachers were interviewed and were given recordings of
their responses. The sub-groups were formulated according to the beliefs,
attitudes and perceptions regarding the school climate. The Interaction
Tally showed teachers who talked to each other frequently and held simi¬
lar interests. They usually taught the same discipline, had similar
years of experience in education and generally were similar in age (see
Table 3).
RO^ What informal groups were observed in the social system at
Riverside High School?
The researcher, after careful analysis, placed the classroom
teachers at Riverside High School in one of eight informal groups. The
researcher noted that there were definite lines of communication among
and between members. According to the Interaction and Profile of
Organizational Characteristics (Tables 2 and 3)> a primary leader was
easily identified as this person was active in school-related matters.
The informal groups at Riverside as identified through observations.
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Social Science Room Group
Language Room Group.
Implications for the Practitioner
Secondary school teachers have rather specific expectations with
regard to decisions made at the local school level.
It is the responsibility of the principal to plan, organize, direct,
and facilitate the educational process in his school. This is usually
accomplished through a systematic identified group, committee, council,
etc., comprised of the administrator, counselor, teachers and other sup¬
portive staff persons.
The principal is the formal leader of the school and can accomplish
many things within that formal framework. However, if he is to be
effective, he must know how to win the willing cooperation of the teachers
in the achievement of organizational goals.
The individuals who make up the formal committee, must be under¬
stood by the practitioner that those individuals are direct links to the
communication channels that are not easily observed on a staff; the
Informal Organizational Structure.
The analysis of this system can prove to be invaluable for the
administrator. Although it is quite time consuming and requires meticu¬
lous observational techniques, the identification of the primary leaders
of these groups can help the practitioner realize the goals of the insti¬
tution. This simply means that a principal must come to know his school's
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social system.
The term "change" is used by many school administrators. And in
most instances, it is difficult to initiate change without the assistance
of some of those v^o are effective in relating the need to others. The
primary leader of the sub-group is useful in assisting the administrator
relative to constructing change in his school. Innovational leadership
is only as good as the teachers who turn the administrator’s ideas and
plans into educational reality. If the teachers are to adopt the inno¬
vations and educational changes that the principal puts forward, they
are going to have to be convinced that these changes are important.
They have been teaching one way for years, this was the way they were
taught and the way their parents were taught. Change will come slowly
to these teachers and even more slowly if they resist the innovation
which the principal wishes to implement. It is at this point that in¬
formal groups can play such an important role. If the leaders of the
primary groups are informed and can be convinced that the innovations and
plans for educational improvement will be beneficial to their groups,
they will usually work to convince the other members to institute the
change.
In conclusion, just as the shape of the formal organization is,
in general, part of the situation which needs to be taken into considera¬
tion in making a decision, so also is the shape of the informal organiza¬
tion part of that same situation. Both are part of "the given" conditions
of each problem he deals with. Many decisions which seem sound when
communicating with members of the formal organization alone is taken
into consideration are revealed as less sound when cognizance is taken
of the informal organization.
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Recommendations
The relationship between informal and formal organizations as
illustrated in this study does bear out the findings implied in the review
of the literature on informal organizational structures.
On every faculty, then, one can predict that there will be a social
system with sub-groups. These groups make judgements on administrative
matters and decisions. It would, therefore, seem most beneficial and
helpful if the principal would become observant and analytical in identi¬
fying the leaders of the informal structure and in some fashion capitalize
on the strengths of these individuals and subsequently channel them into
a direction that will facilitate the goals of the school.
In addition, the principal should;
1. Organize a formal organization such as a Teachers' Council,
School Committee, etc., and allow his staff to participate
in the election of the formal leaders. This technique
will enhance open-communication in his/her school.
2. The teaching stations of individuals play a significant role
in the development of informal groups. Where it is recog¬
nized that certain mixtures of teachers adversely affect
the on-going programs of the school, it would be expedient
to reassign these teachers so that the organization can move
toward the improvement of student achievement. In many
cases, beginning teachers emulate the attitudes, behavior,
and performance of the teacher who is in close proximity
to the inexperienced teacher. The principal can assign
teachers in locations that will help them develop a positive
attitude toward the administration, and at the same time
move teachers whose ideologies are incongruent with the
expectations that the principal holds for his staff to
a teaching station where his/her influence will have a
minimum amount of influence with other members.
3. The staff meetings and how individuals happen to arrange
themselves is worth investigation.
The principal should locate his informal leaders in the
faculty meetings and keep a mental or written note of the
interaction that takes place between and among the informal
76
leaders. Very often, as it was demonstrated on the Riverside
Staff, two informal leaders will dominate the staff meetings
and council meetings. The administrator should seek to
determine the goals of the members of the groups. When two
informal groups are in constant disagreement of the operational
phases of the school, the principal must serve as the mediator.
4. The administrator must become skilled in the utilization of
observational methods that involve interpersonal relationships,
group dynamics and sociological-anthropological techniques
and field methods.
5. The principal must realize that he should not attempt to become
the informal leader of his staff. His role is distinctly
formal in nature. His role encompasses duties ordained in
great detail through many years of tradition,
6. The office of principal requires the administrator to treat
his subordinates as equally as possible. With due regard for
individual differences among teachers, the principal cannot
identify, let alone consistently align himself, with one or
two groups of teachers against others. If this happens
frequently, the principal will crystallize hostility between
himself and some teachers. Invariably, this would place him
at the mercy of a group of teachers which might view the powers




Profile of Organizational Characteristics
The instrument used in this study was adopted from Likert's
Organizational Climate Scale.
The writer selected four categories: Leadership Processes,
Character of Communication Process, Character of Interaction-Influence,
Character of Decision-Making Process.
The writer used only the sub-categories that were useful in the
study. It was difficult to ascertain information on all of the sub-
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• From Rensis Likert, New Patterns of Management. New York: McGraw-Hill Book Company, 1961. Reprinted by pemu^^o ii
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Table 3*1 (Confinw^J)
Organizational and Performance CHARACfEiusTics of Uiiferent Management
Systems Based on a Comparative Analysis {Continued)
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Ohcanbational and Performance CiiARACTEnisncs of DiFFEitEKT Management
Systems Based on a Comparative Analysis (Continued)
System of organization
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STATEMENT OF PHILOSOPHY OF RIVERSIDE HIGH SCHOOL
Each student has ski 11s. talents and needs* Riverside aims to
strengthen these skills, develop these talents, and meet these needs.
Furthermore, it aims to extend the limits of staff, facilities and student
attitudes in its efforts to offer students the most meaningful education
possible.
The goals of Riverside are to give every pupil the opportunity:
- to develop and maintain good physical and mental health
- to increase his ability to think clearly and critically
- to strengthen basic skills and acquire fundamental knowledge
- to gain understanding and appreciation of man's cultural
heritage
- to learn how to live and work with others
- to recognize and have regard for moral and spiritual values
- to become an economically literate citizen and intelligent
consumer.
OBJECTIVE: To Develop and Maintain Good Physical and Mental Health
All Riverside students are required to take four years of physical
education. In the physical education classes, the instructors try to
provide an environment which promotes good sportsmanship and health
attitudes. A program of health education including personal, mental and
public health is offered to senior girls. An after-school intramural
program is offered for the girls and an extramural program for the boys.
The goal of these programs is to provide atmosphere for teaching
healthy attitudes such as fair play, sportsmanship, responsibility and
the importance of good physical conditioning.
OBJECTIVE: To Increase Ability to Think Clearly and Critically
The atmosphere of Riverside is one of constant questioning and
sorting, keeping those rules and theories which are pertinent, logical
and reasonable, and meeting or discarding those which are not. In
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each department, students learn to think logically and to question un¬
founded opinions and sweeping generalities based on isolated incidents.
History classes teach cause and effect and show how the past can
anticipate the future. They also show the dangers of blind acceptance
of opinion, and the values and dangers of raw statistics, bare facts,
and half truths.
Biology, Family Living, and Health classes show how emotions
temper logic and reasoning abilities.
Chemistry and Physics classes teach the principles of scientific
study and investigation.
In English, the rules of language structure are generated from the
student's basic knowledge; in business courses theory is put into practice
in school and on the job to show the reasoning behind the rules; in
mathematics problems are made relevant to everyday situations, showing
the need for systematic, orderly work.
Extra-curricular activities such as Debate and Student Council help
develop legislative governing and logistic techniques.
OBJECTIVE: To Strengthen Basic Skills and Acquire Fundamental Knowledge
Riverside endeavors to strengthen basic skills and acquire funda¬
mental knowledge in all subject offerings and through several special
programs. These special programs include:
A basic education program that seeks to help students that are
below their, grade level in one or more academic subjects.
A speech therapy program for those who are defective in speech.
Speech therapists regularly visit Riverside to work with students
who have speech or moderate hearing handicaps.
A program for educably mentally retarded. In these classes,
the student is given an opportunity to develop academically
at his level of ability. Emphasis is also placed on realistic
occupation habits, and proper social skill. A student may
receive on-the-job training in this program and receive credit
towards his diploma.
A reading improvement program for those who have unusual diffi¬
culties in developing reading skills commensurate with their
mental abilities. Reading improvement is a full credit course
offered in the English program.
OBJECTIVE: To Gain Understanding and Appreciation of Our Cultural
Heritage
Riverside is continually expanding and enriching facilities to
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provide a contemporary meaningful exposure to the literature, drama, art,
and music which has influenced and reflects our cultural heritage. They
accomplish this goal through involvement on three levels: Motivation.
Active Appreciation, and Participation.
Motivation; Exposure to its prominently displayed collection
of paintings, student displays, book displays, the reading
of good books from the library, and attendance at assembly
programs all help the students to broaden their backgrounds.
Active Appreciation; Critical awareness is developed in the
students through a music appreciation course, advanced compo¬
sition courses, art appreciation and slide study, and field
trips to see stage, cinema, music, dance, and art productions.
A diverse selection of assembly programs reflecting the diverse
student background, requires the Riverside student to have a
broad and active appreciation of the many forms our cultural
heritage takes.
Participation; Personal involvement by the student on the
performance level includes; singing and playing music, painting,
drawing, sculpture and diverse craft experience, writing, acting,
producing, and persuing hobbies with fellow students. This
involvement provides an excellent opportunity for Riverside
students to get first hand experience from the riches of our
cultural heritage.
Exposure of the maximum number of students to these three levels
enables Riverside to provide the student with a critical appreciation
and keen insight into the relationship between our cultural heritage
and trends in our contemporary culture and enables students to become
more discerning consumers of our culture.
OBJECTIVE; To Learn How to Live and Work With One Another
In order to live with one another, we have to respect the dignity
of individuals by showing consideration, understanding, compassion,
cooperation, and friendliness towards one another. Students at Riverside
are given the opportunity to develop these qualities both in and outside
the classroom.
While a common interest has drawn students into a particular
classroom, it is the oral and written communication in each class, to¬
gether with the evaluation of topics discussed, which enables students
to find identity with one another. There is ample opportunity for such
development in classes like Contemporary World Affairs, Family Living,
American Government, and American Literature.
A common interest also draws students into extra-curricular activi¬
ties. Whether it be the newspaper. Drama Club, Drill Team, or an athletic
sport that has drawn students together, the opportunity of recognition of
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worth and self-respect is afforded which in turn, gives students a
greater appreciation for others.
OBJECTIVE; To Understand and Apply the Principles of Democratic Citi¬
zenship
The task of "building good citizens" rest largely with the schools.
All students at Riverside are required to take a course in the History
of the United States. Further study of the democratic process in the
republic form of government is made through Social Studies courses in
Urban Study, Justice and You, and Contemporary World Affairs. The
Student Council and various clubs afford students the opportunity to
actively participate in the democratic process. The principles and pro¬
cedures are applied through the Riverside curricula.
OBJECTIVE; To Recognize and Have Regard for Moral and Spiritual
Values
Riverside recognizes the major responsibility of the home and the
church or synagogue for the cultivation of spiritual growth. However,
Riverside shares the responsibility of nurturing and strengthening worthy
ideals. Through basic and elective courses in literature, social studies,
and family living our students receive a reinforcement of the basic con¬
cepts of the inherent dignity of the individual, the brotherhood of man,
a need for faith, and commonly accepted standards of behavior. Among
characteristics which Riverside aims to develop through all its courses
are self-control and self-discipline, intelligent obedience to authority,
honesty and truthfulness, kindliness and tolerance, dependability and
perserverance.
OBJECTIVE; To Acquire Useful Work Skills and Other Vocational Preparation
Since a person's job is a major part of his life, he needs to know
about the various fields of work and can usually benefit from guidance in
choosing an occupation which is in keeping with his abilities, aptitudes,
and interests.
The guidance department has a centrally located job bulletin board
and career pamphlet file to alert students to requirements for jobs as
well as opportunities for continued schooling after graduation. Repre¬
sentatives for various fields are often invited to give lectures to groups
of interested students. A course in occupational information is offered
in the fall of each school year for sophomores, juniors and seniors. An
aptitude test is given to seniors completing the testing program which
begins the first year a student is enrolled and continues each year he
is attending Riverside.
The student also needs saleable skills that will enable him to be¬
come a productive participant in economic life. Programs of instruction
offered to teach these skills are; business courses which lead to on-
the-job courses for office and sale experience; courses in wood, metal,
and engines; drafting, journalism, and various types of graphic arts;
music, and courses in textiles, clothing, and foods.
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Extracurricular activities afford the opportunity to improve and
advance skills in music, as a solist, and in small ensemble groups;
photography; newspaper and magazine (yearbook) production; drama with
serious, humorous and musical productions; and sports, as both competi¬
tors and officials.
OBJECTIVE: To Become an Economically Literate Citizen and Intelligent
Consumer
To fully enjoy our American way of life, one must understand the
capitalistic system of free enterprise. Social Studies courses such
as Sociology, Economics, and Contemporary World Affairs give the students
the opportunity to study the past as well as the present practices in
the production, distribution, and consumption of wealth in the United
States and throughout the world. The student can learn how to manage
his own income in Business Education courses such as Business Arithmetic
and Bookkeeping. Distributive Education features such topics as mer¬
chandising, consumer education, insurance, buying on credit, income
tax, banks and keeping records. The Home Economics Department offers
Family Living and Home Planning to help with problems in budgeting and
shopping. A course in Mathematics is required for graduation. It
supplies the solution to many everyday problems in buying and selling.
At the end of each term every student is responsible for clearing
debts he has incurred in school before he writes his final examinations,
a realistic lesson in wise management of money and other resources.
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RIVERSIDE HIGH SCHOOL EDUCATIONAL PROGRAM
Diplomas
Riverside grants three types of diplomas to graduates. The Arts
Diploma is designed for admission to liberal arts colleges; the Science
Diploma for admission to engineering colleges, and the High School Diploma
for admission to most other colleges and universities. The Arts Diploma
and Science Diploma require twenty units of credit and the High School
Diploma requires eighteen. The first two diplomas are considered of
equal academic status. Most non-college bound students elect the High
School Diploma. Most of Riverside students take at least five courses
a year and graduate with twenty or more units of credit. One unit of
credit is given for a course that meets five times a week and requires
an equal amount of out of class preparation time. One-hour unit of
credit is awarded for a course that convenes for one semester or meets
three times a week for a year. Units earned in ninth grade classes
count toward the total needed for graduation.
The Riverside High School Curriculum
Brief descriptions of Riverside High School courses are given
in the county's Curriculum Guide. In many instances Riverside High
School offers several levels of instruction to which students are assigned
by guidance and administrative personnel. Factors influencing the assign¬
ment are past performance, teacher recommendation, potential ability,
and student or parent preference. Most students take the academic level
which is for average and above average students. "HM" level courses are
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for above average students. Advanced Placement (AP) courses are of
college level and offered to very able students who wish to earn fresh¬
men level credit for college. "ML" courses are for students of below
average ability. Students of above average achievement are permitted to
take junior year courses during their sophomore year and senior level
courses during their junior year.
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TABLE 5







English 4 units* 4 units* 4 units*
History 3 units* 3 units* 3 units*









Mathematics 1 unit**^'«'' 3 units 4 units
Health***** 1/2 unit 1/2 unit (if
biology is not
taken)
Physical Education 1 unit* 1 unit* 1 unit*
A Major Sequence 3 units (in one
of the fields
listed below)
Electives 4 1/2 units 4 units 2 units
Total 18 20 20
Fields for Major Sequence ; Art, Business, Foreign Language, Home
Economics, Industrial Arts, Mathematics,
Music, Science.
*Includes ninth grade course.
-’j*If one language is taken, three units are required; if two languages
are taken, two units of each are required:
•irJ-Jcif biology is taken in the ninth grade, two other laboratory sci¬
ences, chemistry, and physics are required. If general science is
taken in ninth grade, biology, chemistry, and physics are required.
•j’r-WnVSatisfied by General, Business, or Clerical Mathematics, Ele¬
mentary Algebra, or Bookkeeping.




Riverside High School's co-curricular program is indeed largely co-
curricular in character. Most of the activities are carried on during
regular school hours and often as an integral part of scheduled classes.
The literary magazine, for example, is part of the regular work of junior
and senior level English classes. Art exhibits present the works of
students accomplished in art classes. Instruction and rehearsal for musi¬
cal organizations—band, glee club, concert choir, chorale, orchestra,
are scheduled as part of the regular curriculum and students who parti¬
cipate in these organizations receive academic credit for their work.
Home games on Wilson County's interscholastic athletic teams are held on
weekends and seventy-five cent admission is charged to Wilson County
students. Other examples of the integration of the co-curricular program
into the regular day-time schedule of curricular activities could be
cited. Of course, there are other instances of dramatic presentations,
social affairs, and other activities that are carried on largely outside
the regular curricular program.
Riverside's co-curricular program, not unlike that of other high
schools, places heavy emphasis upon the arts, social affairs, and inter¬
scholastic athletics with little emphasis upon the academic disciplines.
There are a wide variety of clubs of the usual kind along with some rather
unusual ones such as an Auto Club, Higher Horizons Club, Sailing Club,
and Sub Debs Club. One is impressed by the sophistication of Riverside
High School's social activities manifest in elaborate dances, parties,
and other events.
Riverside High School presents a variety of fine quality concerts,
chorales, operettas, dramatic productions, art exhibits, and other events
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in the performing arts that are well attended by the conmunity. The
school newspaper and yearbook are also fine productions. The school's
literary magazine, The Champs, presents quite sophisticated original prose
and poetry by upper grade students and reached a circulation of over 1,000
during its first year of production,
Wilson County maintains interscholastic athletic teams in football,
basketball, track, baseball, ice hockey, bowling, cross country, riflery,
skiing, soccer, swimming, tennis, sailing, golf, and gymnastics, Wilson
pays supplementary salaries up to $650 a year for faculty coaches and
advisers for co-curricular activities.
There are class and homeroom organizations in Riverside High School
as well as an active student council that assumes good leadership in
student affairs but without challenge to the administrative authority of
the school,
General Observations
One is impressed by the strong quest for excellence in Riverside
High School's educational program. This excellence is manifest in several
ways. For example, the principal spoke at great length at the high school
commencement program of the $90,000 of awards and scholarships won by mem¬
bers of the graduating class. Observation of students' work in literary
magazines, at art exhibits, in class, and elsewhere impresses one with
their scholastic ability. Students* scores on standard achievement tests
are also quite impressive,
Wilson County's secondary school curriculum, unlike that of the
elementary schools, is largely subject matter oriented rather than student
oriented. This is not to say that individual student interests and
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talents are ignored but rather that the major emphasis is upon the mastery
of carefully defined subject matter scope and sequence. Considerable
emphasis is placed upon the evaluation of the instructional program
through the use of standardized achievement tests and teachers speak
frequently of their classes' accomplishment in terms of deviations from
the national norms.
In general, Wilson County secondary schools are well-equipped
and well-staffed. The major exceptions are the traditional style build¬
ings and the location of the vocational training programs.
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TABLE 6
RIVERSIDE HIGH SCHOOL - - CLASSROOM TEACHERS
Teachers Deoartment
Mrs, K, Hawkins Science
Mr. N, Therman Science
Mrs. B. English Science
Mrs. A. Halpin Science
Mr. L, Lamar Science
Mr. N. Wallace Social Science
Mrs, W. King Social Science
Miss K. Mays Social Science
Mr, A. Kingsley Social Science
Miss T, Crown Social Science
Mrs. R. Akins Social Science
Mr. N. Searcy Social Science
Mrs. D. Johnson Social Science
Mrs. K. Like Business
Mrs, C. Benson Business
Mr. R. Mason Business
Mrs. P. Taylor Business
Mrs. S. Odum Business
Mr. C, Rice Business
Mrs. C. Bloom Physical Education
Mr. L. Stanley Physical Education
Mr. E, Dickson Physical Education
Mr. D, Watts Physical Education
Mr. G. Hunt Physical Education




Mi ss T. Edwards
Mr. K. Miller
Mrs. P. Nelson
Mi ss A. Dawson
Mrs. J. Davison
Mrs. N. Cooley
Mi ss J. Johnson
Mr. B. Whale
Mr. 0. Inni s








Mrs. T.1 Wi1s on
Mrs. E., Short
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